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Military thinkers have strong pressures on them to

consistently be right. These pressures stern from the nature of

war itself. Lives. are at risk. N.ti, onal treasure can quickly be

consumed. Conflicts can escalate through miscalculations. The

pressure to maintain an unrealistically high "batting

average"--to always be right--often restricts the ability to

generate alternative courses of action appropriate risks. The

result is a conservative increment..a.l approach to work ing issues.

B. H. Liddell Hart cautioned against such an approa,-h

because, "It fosters a cult of s.,undness, rather than of

surprise. It breeds comm.nders who are so intent not to do

anything wrong, according to 'the book,' that they fore t the

necessity of making the enemy do somethirg wrong. The result is

their plans have no result." <36:35) The military has. a

continuing need for quality thinkers; but the types of thinkers

it needs are becoming increasingly short in supply.

Past American military successes are often attributed to

well- thought-out strategies, but other +actors. may have been at

work. Sometimes. the enemy"s i nten i i ons w,.'ere known because of

high-quality intelligence (Enigma cipher material or Japanese

naval codes.). At other times, all ies fought and held the enemy

until the sheer force of America's overwhe1ming irdustr ial

capaci t::. could be brought to bear. Ioul d the outcome have been

the same had American brainpower been the prime weapon?

The dynamics of a changing .orld order may preclude the

success of such strategies in the future. The U nited States.

mi l i tary establ i.shment wi b 1 be reduced, and technologic.al
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advances vji 1 place more lethal t..eapons in the hands of lesser

powers' mili tar> forces as well as terrorists.. Some conf1cts

may take place in front of a probing, g1,obal media. The mil itary

forces of the United States will perform in fundamentally

different roles, such as drug interdiction. The challenges of

the future will make addi tional demands on ml 1 i tary thinkers.

History show.s that the military thinking of many nations had

flaws. During World Liar I, Germa.ny decided to conduct unlimited

submarine warfare. The planners' rev Jew was 1 imi ted to m 1 I itar-

ramifications. How would shortages from reduced shipping affect

England? The political aspects, such as w.hat the American

response vould be, were not considered. These factors that were

only predictions were later assumed to be facts for a subsequent

estimate. (34:28-9,42-9) In Wcrld Iar II, the debate in the high

command of Japanese militar>' about the merits of attacking the

United States Navy gave way to debate about the timing for, the

attack. (34:2-51) (53-:2?-13) Fri- r co World (Jar II, American

planners assumed that bomber forrma.tions could defend themselves

against enemy fighters. (41:12) Ini tial daylight bombinc sorties

seemed to v:al idate the assumption. Inr short order, borr'z-er losses

rapidl> accumulated. Is i t cnl-:.' '.x ith hindsight th- such errors

can be detected? Or vere there indicators to prevent them?

Belo w the strate - c le.v..el o-,f the pre, iout. exam;le-, there is

a need for tactical thinkers. The str..teeo c mistakes were

lessons of life and made his.tor.0 books. But logic and ",.lar

stories" suggest that countless smaller lapses of thinking

occurred. These happened mostl >e .. t t at I cal 1 e,,el .nd have



been left unexamined for. numerous rearsons: no survivors, the

small numbers involved, embarrassment to the survivors or

additional pain to victims" relatives. What ever the reason,

tactical thinking can also be improv.oed.

The dynamics of a multipola.r world will require new

strategies and tacti cs. Future problems w.,,,il be handled br.

forces reduced in size and also compr i-.ed of jun ior, less

experienced, service members. They will be required to make

split second decisions. W.ill the mli tar. thinkers be

sufficient1ly prepared to face these tasks? Hartmann and

WJendzels Defendin Amer. ica Security., recognizes the need and

suggests. a product of military reform should be ". . . a grow..,ing

appreciation for the importan:e of clear thinking and

conceptualization." (62) And unless the countr> is. willing to

acquire these skills through cost1x trial and error, clear

thinkers must be developed via our education system.

The American education system should serve many purposes.

Thomas Jefferson said that, "diffus.ion of knwledge is the best

foundation for public liberty" (61:1:05); he considered it to be

one of the best protections a'.gainst tyranny that could be made.

The educatior system also prepares citizens to function

productively in society and the job market. (6:145-52) "Citizens

know intuitively what some of the best economists have shown in

their research, that educati on is one of the chief engi nes of a

society's material ,.el l-being. The::. know'., tool that education is

the common bond of a plural1stic society and helps tie us to

other cultures .round the globe." (42:17) Llnfortunatel-., the
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education system is not preparing its ci tizens.

Recently, and in growing measure, American education is

getting failing grades. John E. Chubb of the Brookings Institute

indicated, "United States educational pol icy over the past three

decades has been a massive experiment that has tested whether

spending more money . . . will result in better educated

students. The results are in. The experiment has fai led."

(60:72) Between 1982 and I 964, numerous reports identified the

need for various educational reforms. While there is consensus

for reform among a wide varlety o- fo.+ ctions, liberals and

conservatives, secular and rel igious groups, their diffferences

are about causes of the problem and methoda to correct them. The

volume of people not being educated to meet society's needs

should be cause for concern. Even if corrective actions began

immediately. estimates are it could take two generations to

resolve. (7:63) This fact suQQest that there are more

repercussions to be felt. The education shortfall has

significant economic ramifications.

Today, adult i 1 i ter.ac costs the Un ited States 225 bi l l icn

dollars a year in lost industrial product ivity, unrealized tax

revenues, welfare, crime, Ironsa, and related social problems.

(7:316) Each year, com onies spend 210 billion dollars teaching

subjects employees should have learned in school. The amount is

significant because it is 30 billion doll. ars more than is

annually spent on education . V:82) In aome cases. companie_

hire people knowing remedial traini ng is required. Emplo-yers

cite their biggest need as people who canfl think. ,49:22-6) If
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conditions do not change, there will be insufficient workers to

fill tomorrow's jobs--insufficient in numbers and basic knowledge

(8:82)

Americans are beginning to recognize the problem. The

subjects getting the most attention now are the sciences and

mathematics. The concern is understandabile, given our dependence

on technology to mainta in our competitive edge. The transition

of the United States from the world leader in ma.ny fields to one

among many leaders shows the direction the country is headed.

How does the Uni ted States compare wi th other countries?

When team of Amer-ican 12th graders (made up of ?5 perczent ile

students) competed in an internatio oal test of mathematics

achievement the results were dismal. The>' ranked 14th out of 15

nations in advanced algebra--just behind Hung.ry and slightly

ahead of Thailand. (7:47) Most Japanese high-school graduates

know more mathematics than the a..era e American college degree

holder. "Japanese companies setting up plants in the United

States have found it takes an American with a master's degree to

learn the same statistical qua lity-control techniques routinely

used by Japanese high-school graduates." (3:6,7') While the

sciences and mathematics cer tainl need our .a ttention, solely

focusing efforts in these areas will ..ust dela:y the demise of our

leadership because they are not really the problem. only,

symp toms.

The nontechnical symptoms of our fa._il ing educational system

are high1ighted by a unique observer. Though we normally think

of Steve Allen .s a comediian and entertainer, he has made
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numerous scholarly contributions. Most recently his book Dumbth:

And 81 Ways to Make Americans Smarter shares. observations with us

about service sector people he has encountered who were

inadequately prepared to do their job. He points to decreases in

efficiencies (how people do their jobs) as an indicator of

weakening intell igence. These are manifest in many ways.

Individually, the small inconveniences or inefficiencies he

describes may just be dismissed as part of everyday life.

Collectively the impact is striking. To offset the effects of

using less capable people, businesses are using standardized

routines to reduce errors. The drawback is that a form of

paralysis sets in when these people are asked to perform outside

their abilities or what the>' have..,e been trained tco do. (2:83-104)

What is taking place is an insidious decli ne in thinking

ski 1 s. This is partly due ti we cur.selves be i g part of the

problem. Also the problem has evolved slowl>', making the gradual

shift less striking.

Results of a simple problem illustrate the level of thinking

fitness young generations possess. When 100 students. ..,ere asked

to solve a problem, of ho.w man' buses are needed to transport

1128 sol di ers usi ng 3,. buses? Onl y 70 students got the answer

mathematically correct 31.:-3 (31 .. ith a remainder of 12). Of

those, only 24 students "rounded up" toi 32 buses so the remaining

12 were not left behind. (30:8) Fa ilure to compute the correct

answer highlights the basi c s.kills decline. Failure to

understand what the answer needed to-, be indi cates a deficiency in

reasoning skills.



Reasoning (thinking) skills are drawing much needed

attention. Resiults of 10,000 st tudents, taking a critical-thinking

test revealed orly: a one-point differerce between the mean scores

of .sixth-grade student. and college freshman. "...hile ou"

students perform well or tasks th:,t require paraphras .ing and

literal comprehension, they repeatedly stumble over test items

that require inference, anal ysis or evaluation." (5:445) Nine of

eleven reports, from the reform studies. of the mid-1 ?30s.

identified the need for reasoning .=.ki1ls curriculum improvements.

(6:148-9)

The term thinking skills applies to a .ide variet:y, of

concepts. Tradi tional l> these have included "cri tical thinking,

inductive and deductive thought, reasoning, problem solving

logic and Socratic method. Reform efforts have added: reflective

thought, inquiry, discovery, higher order cognitive processes.,

learning how to learn, lateral thinking, metacognition,

creativi ty, convergent and divergent thought." (24:64) Rhodes.

.cholar., medical doctor, and educator, Dr. Edward de Bono is an

expert in teaching thinking and creativity. He defines thinking

as the proces. wherein intellect acts or experience. (17:3) In

his opinion, education programs stress the need to be right all

the time. To do this, they dwell on the teaching of facts, and

information. The development of intellectual skills such as

logic and anals is are by-products. (12:108)

Ihatever the endeaor--pr ,ate bus. ine.s or government

service--developed thinking sk 11s .allow people to build and

maintain our economy ar d wa. of 1 ie. The economic ,,.wor-ld,
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corporations and businesses., sees the need for creativitx and

innovation in order to maintain an edge. The mil i tary has a high

demand for tactic i ans arid strategi sts ,,ii th in it at i ve and genius..

Though called by different names, deve loped thinkirg skills are

the common derominator.

Many educatioral systems focus primari ly on historical

lessons, but fail to put them in perspective. To fully- educate

someone this way k would require ex<po:sure to every poss.ible

scenario. This .would le ar imposs ile task. Pecpl 1e trained this

way are less equipped to deal w ith surpris es or. unkno.rjs.. The-.v

may knot., facts but can riot apply them. If .e compared educating

this t.way with te.ahing a lan.guage, ..hat is done would be the same

as onl y introducing rouns. and adjectives wh.hile omitting verbs..

The verbs (in telect) shape the rouns experiences) into

somethir,g useful . Ar -Ar icle in the Ai rpwer Journal , "The

Operator-Logistician Discorrect" provides a stereotype of the

problem. "Logis ticiars (.and some operators.) are frequent not

prepared to handle fluid operatic na 1 -leuel situations because

their education and experience have not prepared them to compare

the s.:enar io the,. face to a principl e or historical precedent."

(45:24) The author descr'bed the lack of: a "corceptJ.iol

framework'" of thinking s.kills that res.u1ts ir f1I ..ibi i tv,

adaptabi I t>, and rnrovction. Dr. de Eono suggests the rrmodern

world requires refined thinkin skills such as the abil ity to:

generate ideas.. perceive, be cre?. ti e And des igr. '11:75) Other

experts agree.



"The abi1 i ty to compreherd information through
memorization, without master>' of more complex ccgnitiye
skills , ma>' have beer sufficient dur-irg the Industrial
Age, but it is riot effectivye in today's work place.
Students must be more than walking memory banks if ,we
expect them to apply their know ,edge to the many
faceted prolems that face society- about to enter the
21st century." (5:445-6)

How does the American mil 1 i tar" acquire i s thinkers? It

hires .nd t-r.ains them. It hires "procr_- of a society that

wants recipe; arid formulas, a modern is tic milIi eu that teaches.

people what to do, not how to think." (37:70) Those who stand

out above the rest wil i be in ver> high demand. Given an aging

population, the military .i 1w 1 face stiffer competition from the

corporate wiorld. The mi i tar>'" ability. to hire the cal iber of

people i t needs i s tied to the economy. uCompanies increase entry

pay levels to attract the people they need to do their jobs.

Decreasing mi i i tar. budgets .i 1w 1 restrict the abi I i ty to compete

with the companies. (49:22) The countrr''s foundirg principles

restrict the mi1 i tar>' from dictating what our education system

should produce. To operate wi thir these constraints the m 1 i tar.'

must play a suppl1emen t l role--one that educ ates its peciple to

meet unique requirererimnts. The answ.,er, it appears, is to obtain

the best qua] fled people and train them to the required

standard. Thi s . 1w11 increase education costs arid time. It will

al so e a long term process. Fortunate Iv .i.e l ike to solye

probl ems.

Amer i cBr s pr-i de themselve es a. a mti cr of proble em olvyers.

They' like to say "The difficult tak s a da-, the irmpossibl e _

Sittle lon ger." The sc ien t if c method is. its mean; to solye



problems. Educator John Dewey transformed the scientific method

into the education structure. The steps are:

1. Recognition cf the problem: SuQest ion.
2. Analysis of the pro blem: Intellectualization.
3. Suggesti on of poss ible solutions.: Hypothesi.
4. Testing of consequences: Reasoning.
5. Judgment of the selected solution:

Testing the hypothesis b. action (24:64).

The scientific method is how Amer icans prefer to solve problems.

It i s the basis for many actions of the joint Chiefs of Staff

includeing staff studiCs, estir tes, and p lanning actions.

Because of its importance, the scientific method should be

conducted w. ith Qreat care--sometimes it isn't.

What frequently happens is that the process gets short

circuited. Compl ications arise when dec ision makers try to

isol ate the probl em from the "real worl d." They des ire

well-defined problems, but often the>' are not. Often symptoms

are confronted instead of problems. "A frequent mistake of

managers is to rush tc' generate sc'lut iocns Lbefcore they' have

clearly defined their problem." (27:14) They seek to qenerate an

array of fully thcought out alternativ.es. When decis ion makers

use their experience, there isa pre erence to use prev.., i ous! -

successful sol u t i cons . E:arbara Tuchman , in The March of Fol 11

*efes to this as wooden-headedness, ". . the foll> of

seelf-decep tion. It consi sts of assessing a situation in terms c'f

pr econcei,.'ed fixed notions h ile igncor incg cr rejecting any

contrr rr signs. It is acting according tc' wis.h while nc't

allo w;n oneself to be deflected by the facts." (53:7) If the

ac tua 1 probi em is identified, the r .:t breakdcwn occurs when the
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search for al ternatives goes down establ i.shed paths. The first

solution that fulfills the minimum requirements of the problem is

often used. Stopping at the f rst workable so lution is termed

satisficinq; further search for optimum solutions comes to a

hal t,

Senior leaders are routinely asking their pecple to become

more creative . What is it they reall .y want? "When people in

positions of author ity (parents, teachersq managers, military

leaders) say they wish that the peopl ie over whom they have

authority , ildren, students, employees., subordinates) could

think, the>' mean that the>' wish their charges or subordinates

were more skillful at accomplishin g goals set or at least

endorsed, by their super ors. Seldom do they have in mind a

concept of thinking that is sufficiently broad to include the

questioning of the goals themselves and the authorities that have

set them. (32:4) What skills shoul n i litar>' thinkers possess?

Today's warfare demands that we educate for a var iety of

thinking skills.. Flanners. must respond to dynamic situations.

The military needs leaders who can recognize objectives,

formulate and express commanders' intentions, and use mission

orders. Majcr General Perry M. Smi th (USAF, Retired) points out

the need for "vis.ionary leadership, innovative strategic

planning, and risk taking." (50:16) He also cautions ag.inst

being led astray by "lear ning the wrong lessons from history" or.

becoming "preoccupied" ,with everyday routines . Marshall de Saxe

observed how poorly some mil i tar> prepare to perform their

thinking tasks. "Few men occupy themselvyes in the higher problems.
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of war. The> pass their I ,.jes drill irng troops and believe this

is the only branch of the m i 1 i tar.,' art . ,) hen the arr ive at the

command of armies the are totall" ignorant, and in default of

knowing what should be done--the>- do wjhat they know." (51 :18)

The various services of the Uni ted States mi I i tary imply or

state the need for i ts people to be th i nkers. The Marine Corps

makes the most direct statement about the need to think in Fleet

Marine Field Manual 1 "tWarf gi ht i ng" ( FMFM-1 ') . It flatly, states,

"The military profession is a thi nk ing profession . . . . An

officer's principle t,.ieapon is his mind." (59:44,51) The Army

recognizes that, "the fluid, compartmented nature of ,ar ,,, I I

pl ace a premi um on sound I e._.dersh i p competent and courageous

soldiers, and cohesive, t.w.el 1-trained units. The condi t i ons cf

combat on the next battlefield t..ill be unforgiving of errors and

wi I I demand grea.t ski , imagin.ation, and fl exi bi 1 i ty o'f 1 eaders.

(45:5:5)

Steve Al len-'s book Dumbth (-) is invaluable 'for those who

desire to increase their at,wa.reness of the problem or tw.. ish to

effect change. It is the kind of book subordinates and superiors

might give to each other hoping each ti.,ould take certain of the

rules to heart. Allen is a student of the human condition. And

he provides refreshing insights. His 31 "rules" are ones

Americans should consider if they are to reverse the downward

trend and think smarter. Each rul e i suppor ted ,.,i th one to

twenty pages of text. Some might dismiss the rules as stating

the obvious or, being simplyv common sense. The.-. should consider

the rules in the context of General ,J. T. Sherman"s definition of
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.. ategy: "Common sense app iled to the art ct 'war." The

fol lowing rules (2: 137-288) are part icularl>' useful for military

1 eaders:

Beware c-f rushing to judgment
Beware of falling in love with your first answer
Beware of the erroneous assumption
Beware of making predictions on the strength of
insufficient evidence

Examine your "superstitions"
Recognize that you have personal prejudices
Beware of prefabricated answers .

Be aware you r opinions, assump t i an and be 1 i e-s
are often affected by peer-group pressure

Beware of thinking that because you are bright
and quick-mi nded, you there-fore reason wel 1

Concede ignorance when you are ignoran t
Beware of the search for the "right answer'
Don't be a-fraid to change your mind
Remember that no two things are ever the same
Remember that no one thing remains the same
for very long

A LOOK AT THE "RULES" IN MILITARY SITUATIONS

As noted above, personal per-pecti,.vyes color information

acquisition and judgment. Tuchman's The March oi Folly,,

describes how "fol 1 ies" are born, ". . . Fol 1 ies are conditioned

by the attitudes and bel iefs and policies of the time." (53:20)

Going with the first idea that solves the minimum requirements

can be an in.)itation to trouble. Often the initial response is

locked on to and defended to an unreasonable level. Tuchman

describes the prc'cess. First, ". . mental standstil f ixes the

principles governing a pol iti cal problem." Then, " . . as.

dissonances and failing function begin to appear, the initial

principles rigidify." Thirdly., ". .pursuit o-f failure enlarges.

the damages." (53:3,3) Adversaries can exploit these tendencies

because they lead to predictabi lity. When f ig hting enemi es, we
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must be able to generate alterrna .tives.

The quest for alternatives is .n ongoing exercise in

thinking. The military person who has only one solution still

has a problem. A limited number of options increases the chances.

that the enemy can make the same ass.essment. He wi11 recognize

your actions and thwart, or e::.::ploit, them. Sir Liddel Hart

caut i oned,

"For if the enemy is certain as to your point of aim he
has the best pos.sible chance of guarding him.elf--and
blunting your weapon. The absence of an altern.ative is
contrary to the very nature o war. Ouoting Eourcet
(Napolecor ns mentor), 'ever: campaign ,ought to have
several branches and to have been so well thought out
that one or other of the a id branches cannot fail of
success.'" (S6:22)

The leader's need a.lwas' to be right and the search for "the

right answer" are double-edged swords. Some who lead feel they

themselves must always have the answers or the:y, w~vill be s.een as.

lacking control. (2:1274) The quest tc ie in control produces a

disproportionate sense of urgency. Perfection skews the

perceptions of which questions should be ans..ered. Is it good

enough? Should the time be taken to make it be better? Does

this project need the best effort? The tradeo+fs gained by

providing just a timely response compared to the quality derived

from providing the best response must be resolved. When engaged

with an enemy, especially when employing maneuver strategy, there

is a payoff to get inside the opponent =. decision Icop.

Satisfactory answers in time are infinitely better than the best

one too late. But if the "timely" actions are suboptimum and

eventually lead to defeat, then they were not the right ones.
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How can ml i tar' leaders be schooled to make the right choices?

So long as the nation's education system fai1s to furnish

the caliber of thinkers the military needs, it must provide its.

own instruction. The Panel on Mil i tar>y Education of the One

Hundredth Congress., (S.Skelton Report) has defined what the end

product should be--strategic thinkers. In the commrittee"s. words,

"Development of officers who can think strategically is as

vital1>- important to U. S. security- as effective weapons systems

and adequate supplies of muni tions." (51 :23)

It is important to understand that thinkers who are good at

one level are not necessar ily good at other levels. Different

mindsets are required at the different levels. The Army in its

"Operations" manual, FM 100-5 provi des some insight: "The

principles of war apply equally to strategy, operational art, and

tactics, they apply differently to each level of Afar." (54:9)

Tactical thinkers need to focus on the how element. "How"

thinking is closer to the scientific mindset. The concerns are

efficiencies. With these resources, am I doing the best I can?

These types of problems are better handled by individuals who

view problems in an ordered, or rati onl, manner.

To think strategically, to see the big picture, requires

diversit>- in conceptual ization. Strategic thinkers need to

determine what is the most effective course of action. For them,

problems are often less well-defined. Functioning at the

strateg i c I eve i i a more of an art form. Maj or R. C. Har 1 an

touched on both modes i r hi Air Un i vers i ty Review article

<31:82), "Arts and the Marn."
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"Strategic thinking requires the connection of diverse

but interrelated issues into a systematic pattern. The
purely rational man would be an acceptable bureaucrat
but a miserable strategi.st, too plodding to keep up
with rapid developments . The purely creativ.e man would
be too flaky to execute his p1ans. The strategists who
stand out in hi story are those with both facul ties in
abundance." (31 :04)

Good operational-level thinkers can integrate and balance

the attributes of the other levels. Col Wayne A. Possehl in his

article "To Fly and Fight: At the Operational Level ," says

"Thinking and planning at the operational level is more than

reporting enemy movement--it is divining intentions. It is more

than counting bombers and tanks--i t is figuring out how to stop

them, whether by destruction, isolat ion, or starvation." (45:26)

Some mi1 i tary organizations develop their strategic and

operational thinkers by using a building block approach. They

assume that good tacticians become good operational artists who

finally become good strategists. Such may not be the case

because of the different mindsets needed. As a result, those who

would make excellent strategists may never clear the earlier

hurdles. Or those who car function superbly ar earl ier levels

fail at higher levels. Mo]tke the younger is a good example of

the former and General George B. McClellan the latter.

How can the ml 1 i tary prepare the people i t wil 1 1 need?

Recognizing thinking deficiencies is the first step in curing

them. Historical and personal examples should be the basis of

hypothetical question: Would refined thinking skills have

yielded better results? Future strategists, and their

strategies, should consider the possibil i ty of the decl ining
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thinking skills in the people who will carry out their orders.

The general consensus among business and mil itar>y leaders is

that fewer of their people possess ful1 sets of "thinking tools"

or see the need to improve what they- have. They are comfortable

with and use what works for them. Equipped wi th only a l imi ted

repertoire of tools (intellec-tual skills), they approach every

situation using their favorite one. The need to have an

assortment of tools is not always obvious. Not every project

requires a hammer. Those who possess full sets of thinking tools

and use them are highly successful.

Unti the mi I i tar> receiyes people educated to the standards

it requires, it may have to revert to alternate strategies. One

might be to formal ize a mentor- system to help develop leaders.

Where some form of mentoring takes place already, it usual ly is

done by people who tend to pick out clones of themselves rather

than an assortment of personalities. This happens because they

are most comfortable with people who see things as they do. A

drawback is that like thinking proteges are less likely to raise

questions from a different point of view. Often the leaders

share their successes while withholding failures. As a result,

the followers are deprived of a set of valuable lessons--what did

not work. Finally, sometimes a portion of the mentored choose to

separate from the service and whatever knowledge was passed on is

lost. An overhauled mentoring system should take advantage ot

the Socratic method, active questioning, with all who aspire to

leadership positLons.

An impersonal way to replace some of the missing thinking
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skills is via computer software. A program called IdeaFisher

. gives users the abil ity to explore their imaginations and

helps them call up facts or images they might not have remembered

otherwise." In tests, groups were able to generate almost 50

percent more ideas than others using random brainstorming

techniques. The disadvantaoes of the program are a relat ivelyv

powerful computer is needed (MS-DOS 3.1 or. hi gher, 640K of RAM

and 14 megabytes of hard-disk storage), and it is expensive

($1 ,795). (23:51 ) To meet the r i ors of mili tar:.' requirements, a

more adaptable, field-transpor table model would be needed.

A more useful solution may be upgrading the level of

thinking instruction in the ml 1 i tar>'"s education structure.

There are numerous thinking ski 1 is programs tc' chose from on the

market today. Dr. Deborah Burns and Richard 01enchak reviewed

over a dozen programs in their article "A Buyer's Guide to

Thinking Skills Programs" and identified factors educators should

consider when acquiring such programs. (5:445-448)

Cognitive Research Trust, or CoRT, is an excellent example

some already developed course mater-ial. The CoRT program comes

in six sections. (22:70 7-8) The lessons are geared to develop

general set of tools to recognize and work thinking problems.

The program has been used with people whose Is range from below

70 to over 140. Positive results were seen in all. CoRT was.

initially designed for a target audience of 11- and 12-xear-olds

but it carn easily be adapted for adult audiences. Each section

has numerous exercises and examples to reinforce a specific

concept. CoRT 1 increases breadth when looking at problems.
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For example, here are some of the CoRT I tools:

AGO - Aims, Goals and Objectives helps
identify the problem to be worked

FIP - First Important Priorities
CAF - Consider All Factors
OPV - Others Points of View
C&S - Consequence and Sequel
PHI - Plus, Hinus, and Interesting
APC - Alternatives, Possibi 1 ities and Choices

To show how the CoRT I tools could benefi t a strategic

thinker, some of the tools are compared to Phi l ip A. Crowl'-s

"The Strategist's Short Catechism: Six Questions without

Answers." Each of Crow...l"s questions are followed by the

appropriate CoRT 1 tool(s). (10:1-14)

I . What is it about? CAGO
2. Is the national militar. strategy tailored to meet

the national political objectivyes? (AGO,OPVC&S)
3. What are the l imi ts of military power? (PHIOPO')
4. What are the alternatives? (APC)
5. How strong is my home front? (CAF,0PO.')
6. Does today's str ateg overlook points of difference

and exaggerate points of l ikeness between past and
present? (PMI ,C&S)

Extra credit. What ha.e I o'er. looked? (APC)

Once the breadth unit of CoRT is taught, the others can be

taught individual1y or in combinat ion. An advantage here is the

thinking skills are honed for specific tasks. If predominantly

creative thin king is needed, the CoPT 4 (Creativity ) lessons

would be taught. For people who work on projects, after the

introductory material i s covered, CoRT 2 (Organization) and CoRT

6 (Action) t..ould be taught. Hajor corporations such as IBM,

Shell, General Dynamics have recognized the effectiveness



of teaching these think i r .kill.. The Center For Creative

Leadership prov ides tra ning to imlpl ement CoRT programs.

There is no guar antee CoRT tr a i ned people i i 1 1 use the tool s

they acquire. Th i F, hotev,.,er , is a di fferent probl em from not

having anyone trained. CoRPTs creator speaks of teaching the

skill to four 1evel-. The first le,.el creates. a general

awjareness of thinkino as a iSkill. It i.oculd be taught at basic

mi1 I tary tr.ai n i rii. Lev el sI i ohtlxY structured and introduces

the tools; it ..4ould be taught at precommissioning programs.

Level S helps provide dir ection or purp-se for the thinking.

This would be taught at ± Ilot-or leadership courses such as

Squadron Officer. School or tNC academies. People trained to

Level 4 are fluent in the use of the tocls and help f.ci 1 i tate

others' use. It would be covered dur i no advanced schools such as

Senior NCO academies, Air Command arid "ta±± Col lege, or Air War

Col 1 ege.

In the end, mil i tary eaders. ..ho recoon i ze the need to

develop their people must go beyond ensuring that they know,. how

to brainstorm. Their people must be able to direct their

thinking for various tasks. To some, this may suggest telling

people what to think, or brinwashing. In real it>y it is quite

the opposite. The difference wa- explained by" Dr. de Bono as he

was introducing his methods for teaching thinking skills in

Venezuela. When a j ournal I St said he i .Ms teaching brai nwashing,

he explained it this ,jay. The questioner was i...earing glasses and

de Bono asked the purpose of the glasses. The response i.as, "To

help me see better." He replied the same was true for the
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improvements to thinking he was suggesting. (22:705)

W.hen people become better th inkers., they bring the best the'

are capable of to work pr.oblems. Think about your own

experiences and consider the poss bi1 i t:," that thinking

deficiencies exist. Have the intellectual honesty to admit it if

you yourself have committed some thinking errors. If 'ou bel ieve

you possess top-level thinking ski 1 ls and do not to

improve--watch out. If you use many thinking tools, share them

with others.

As the military continues to serve the nation, it will face

new and more comple x problems. Its thinkers do not require

special thinking skills, but they do r-equire well-developed ones.

The military must train them to the needed depth and level until

the education system is able to do the job. As a matter of

national surUival, we must irmprove our think ing skills.
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